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Stormy Weather-Tips for Weathering
the Team AICPA Transition

How Does Work Get Done in a
Team-Based Environment?

Leslie Billera & Kim Shapiro

Anne Rothkopf

As a member of Team
AICPA, you are a member
of a team. Whether it’s an
implementation, member
segment, or day-to-day
work team, one fact
remains: It’s not always a
stroll in the park!

revealing personal infor
mation. Everyone seems
polite and restrained. At
this point, the team
defines its role, clarifies
its mission, sets goals and
establishes ground rules.

Every team goes through
growing pains and stages
of awkwardness until they
can figure out WHAT they
are supposed to do - and
HOW they are going to do
it. It takes a lot of work to
become the "coveted”
self-directed work team,
and it’s natural that we
experience some bumps
along the way.

Team members question
their own ideas and opin
ions. There may be inter
personal conflicts and
members may feel frus
trated and disillusioned
with the team process.
The goal of the team
when storming is to con
tinue to define roles and
procedures within the
team.

Zenger-Miller is a con
sulting firm that assists
companies in making a
smooth transition to team
environments. Here’s
what the experts say for
some of the rough times
you may be going
through. Keep in mind
that every team reaches
these phases at different
times and there is no
"norm” for the amount of
time spent in each phase.

Norming

Storming

The main goal during this
phase? Stay on course
and get the job done.
It’s worth it! ■

A GOOD STORM CAN
CLEAR THE AIR
As in nature, a good storm
is healthy.

When you and your team are
"storming,” remember. . .
• What the goals of your
team are. Whether you are
on an implementation
team, member segment
team, or working with
your day-to-day work
team, you have certain
goals to achieve.
• That when we work collec

Forming

Team members get to
know each other. They
may not feel comfortable

Everyone accepts the
team process and works
to build team spirit and
solidarity. Team members
regroup and gain
strength. The team will
work to get ready for the
heavy work ahead.
Performing

The team does the job for
which it was formed.
Some of the foundations
of your forming stage
may be forgotten. When
in this phase, be sure to
keep your original goals
and strategies in check!

tively, these goals are pos
sible and achievable.

• You are being productive
just by knowing that
change is not always easy.
Taking steps to try to
smooth the process is vital
to successful teamwork.

The bottom line is that it’s
okay to "storm.” If you’ve
ever gotten caught in a real,
wind-howling, thunder
cracking, lightening-flash
ing storm, you are probably
familiar with the sigh of
relief you’ve felt when it
was over. And remember —
the calm after the storm is
much more pleasant than
the calm before it!

Riddle I:
How many people in a hierarchy
does it take to screw in a light
bulb? Well, that depends.
Theoretically, it just takes one
person. However, in a hierarchy,
before he can do the job, he has
to go to his manager to ask for
authorization. Once authorization
is obtained, a requisition form
must be filled out and handed to
the lightbulb department, who
says that because the supply is
running low, they need a vice
president’s signature on the form
before they can release the light
bulb. So, the person, who would
like to get the lightbulb before
going to lunch, takes the requisi
tion form to the vice president’s
office, but he is out of town until
next Monday, so his administra
tive assistant faxes the form to
him, he signs it, and he asks the
hotel clerk to fax back the form,
but the fax machine is jammed.
After a few hours, once the fax is
fixed, the form gets faxed back to
the administrative assistant, who
gives a copy of the signed form to
the person who requested the
lightbulb. He takes the signed
form back to the lightbulb
department. They finally release
the bulb, but before the guy
screws it in, he realizes he can’t
reach the socket, and he needs to

get permission from the ladder
department for a ladder. He goes
to the ladder department, and he
finds out that they can’t release a
ladder without the ladder manag
er’s signature, but the ladder
manager is out sick. So the ladder
department goes to the ladder
director and pulls her off a con
ference call to sign the ladder
release form. At last, the ladder
department can finally release the
ladder to the guy with a lightbulb
in his hand, who by now has been
spinning his wheels in the dark
for almost a whole day.
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Attention:

AICPA Implementation
Team and Member
Segment Team members

How can other teams help you
to accomplish your mission? What
would you like to know, or what
would you like to share about
your team to help others?
We’re here to help strengthen the
lines of communication, so let us
know! Send Joanne Lindstrom an
e-mail or a note — we’ll try to
get your queries and concerns
addressed by your fellow
team members ASAP!

How Does Work Get Done...
continued
Riddle 2:
How many people does it take in a

team-based environment to screw in a
lightbulb? Just one.

If this was the first time this situation
had ever arisen, the assignment might
go to the lightbulb team, who had
been given the task of keeping the
office illuminated. Once they had
determined that there was a need and
reached a consensus about it, they
would solve the problem. In this case,
the woman from the lightbulb depart
ment would get the lightbulb, the man
from the ladder department would go
and get the ladder, and the mainte
nance person would screw it in.

However, if the lightbulb team realized
that this was a problem that came up
all the time, they would probably just
decide to give everyone access to
lightbulbs and ladders and let them
screw in lightbulbs as needed.

The above riddles show two different
ways of solving a problem. We have
all lived through nightmare situations
similar to the one the first riddle
depicts. We have all asked ourselves,
"Why does something so simple have
to take so long?”
The reason why it can take a long time
to solve simple problems in a hierarchy
is that not enough power is in the
hands of the people who can best
solve problems. Common sense would
dictate changing a lightbulb when
one burns out. Unfortunately, in the
strictest of hierarchies, people need to
obtain special authorization to use
their common sense. That means that
problems don’t get solved in a timely
manner, or, in some cases, they just
get ignored because solving them
becomes more of a hassle than work
ing around them. A person who knew
that it was going to take a whole day
to get a lightbulb changed and who
had to meet a tight deadline might
just move to a different office where
the lights worked instead of taking it
upon himself or herself to change the
bulb. Needless to say, an environment
like this makes innovation almost
impossible.
A team-based environment — like
the one the AICPA is building — works
much like the answer to the second
riddle. The "lightbulb team” described
above is a cross-functional team. In
the organization in the second riddle,
a team like our own Design Team
probably realized that they needed to
have a group take charge of keeping
the office lit, so they made sure that
a diverse mix of people got together:
someone from the lightbulb depart
ment, someone from the ladder
department, a maintenance person,
and possibly other people who could
help determine what a good system
might be. If a "lightbulb team” existed
in the Institute, we would call it a
problem-solving team, as opposed to
other kinds of cross-functional teams
in the AICPA — member segment teams
and implementation teams.

In a team-based environment, deci
sions are made collectively about how
a job gets done by the people per
forming the work. That means that

AICPA]

unlike in a hierarchy, where someone
might need to get authorization to
solve a small problem, a person is
expected to use his or her common
sense. Managers in a team-based
environment don’t waste their time
rubber-stamping decisions. They
advise the people who work with
them about how to solve problems,
the way a trainer would work with a
prize fighter, but they don’t micro
manage them. Because managers
aren’t spending their time worrying
about the minutia of tasks, they have
more energy to focus on setting the
direction their team takes. Broadly
defined, managers in this setting are
in charge of deciding what gets done,
and the people they manage are in
charge of deciding how it gets done.

Update on the Alignment Team
The Alignment Team’s mission is

Interim Team Appraisals

extremely broad: "To contribute to the
fulfillment of AICPA’s Values and Visions
Statement by assessing and aligning the

A significant number of Team AICPA
members are actively involved in mem
ber segment and implementation teams.

performance appraisal system, compen
sation, benefits, administrative policies,

work team activities increasing due to

and other workforce and quality-of-life

colleagues spending time on new teams.

programs.”

Since it will be some time before a new

Given the nature of our charge, we
work closely with the Human Resources

day-to-day work team. We also recog
nize that compensation, benefits, and

performance appraisal are issues in
which every one of us has a high level

of interest. You are all stakeholders in
what we do, and that is a message we
carry with us.

Others are finding their day-to-day

appraisal system is in place, the
Alignment Team is working with HR —
as an interim step only - to expand
our present performance appraisals so
that team contributions will be reflected.

Compensation and Performance
Management Systems
With a change to a team-based environ
ment, it is important that our reward

Human Resources Team on the following

systems also change to support our
new work culture. AICPA has issued a

activities:

request for proposals to a number of

Decisions, however, in a team-based
environment, are not made in a vacu
um. That would not be teamwork,
that would be chaos! All decisions in
a team-based organizations are in
synch with that organization’s basic
policies and practices. Team decisions
often have budgetary limits set by
managers. Important decisions are
made involving a representation of all
the people who are affected in their
work by them. Decisions are made by
consensus. This is because team-based
environments are founded on the
understanding that even the person
with the least-accepted point of view
has insight that will help an organi
zation (and the team) perform better.

The Alignment Team is working with the

This process can be agonizing.
Consensus is sometimes hard to reach.
However, this transition, once over,
will help the AICPA to become the
organization depicted in the last para
graph of the second riddle. And who
wouldn’t like to work in a place where
using our common sense does not
require special permission, but where,
instead, cooperation is made easy
and innovation is rewarded? ■

which require their attention, may be
involved in volunteer activities, or have

• Implementing a pilot program for

Flexible Work Arrangements
• Completing work on an interim
appraisal system which recognizes our

compensation consulting firms, to assist
us in reviewing and aligning our com
pensation and performance manage

ment systems. We expect to choose
one consultant to work with us shortly.

Our objective is to have a new, revised

new team culture

• Designing new compensation and per

formance management systems that

support a team-based environment
Flexible Work Arrangements
Team AICPA understands that balancing

the needs of a professional and personal
life can be one of the greatest challenges

system in place that "recognizes and
rewards outstanding performance,

ongoing contributions and innovations

of individuals and teams,” as stated
in our Values & Visions Statement.
One thing we have learned rather

quickly: these processes do not move
as fast as any one of us would like. The

employees face today. We recognize that

consultants have told us that it will be

our employees have personal concerns

a matter of some months before our
work can be completed. Currently, we

other interests they wish to pursue.

The Flexible Work Arrangements (FWA)
Policy is designed to provide Team AICPA
members with an opportunity to develop
work schedules that will help employees
meet the demands of conflicting obliga
tions while ensuring that AICPA members

continue to receive quality products and
services. Participation in the FWA policy
is a privilege that is earned, not an enti
tlement, and its success will rest in open
communication and

Team Spirit by Mack Curtis

trust between man

agers and employees.

The Alignment Team

and the HR team are
working diligently to

anticipate that we will begin implement
ing the new compensation and perfor
mance management system by the end
of 1996. We will continue to update you
on our progress.
Let Us Hear From You
As we said earlier, every one of us at

Team AICPA has a stake in what the
Alignment Team does. Therefore, we
are very interested in hearing from

you. If you wish to contact us with any

thoughts or suggestions, send us an
e-mail. You can find our mailing list
on cc:Mail. From the input menu, click
on "Prepare”, then click on "Address”
then click on "#Alignment Team” under
Mail List. We look forward to hearing

from you. ■

roll out a pilot FWA

program beginning in
July. More information
about the program will
be sent out shortly.

Skills Survey Workshop H Great Success!
67% of staff participate
Thank you, Team AICPA, for your participation in
the Training and Skills Survey Workshop conducted
May 6-9 in the NY, NJ and DC offices. As a result of
your participation, Team AICPA can boast a response
rate of 67% (477 out of 715).

Attention All AICPA Artists TNN is looking for cartoon
ists to help us spice up our new publication! We have tons of
ideas- all we need is the creative flair of a fellow team member
to make them happen... please contact Moe Powell at ext. 6173
if you are interested!

Because of your efforts,the Skills Team is now
equipped with the information it needs to strate
gically plan for the future skills and training needs
of Team AICPA. To those of you that responded, the
Skills Team applauds your contribution.
Team members who signed up to participate in Skills
Development Roundtables, will be notified of dates
and times. . . so, stay tuned! ■

Team Network News is written and edited by a cross-functional team. Decisions regarding this publication are made collectively by members of the Communications Implementation
Team, including RoseAnn Beni, Leslie Billera, Carmela Chinnici, Krissy Korte, joanne Lindstrom, Ron Piccin, Moe Powell, Anne Rothkopf, Nelson Stephens, Kim Shapiro, and Louise Williamson.

Ed Rose of Graphic Design Services designs TNN.

Team Cheat Sheet
from the Communications Implementation Team

Alignment Team — Cynics have proclaimed that
if you don’t look out for #1, no one else will.
However, the cynics didn’t have the Alignment
Team on their side. They evaluate our performance
appraisal system, compensation, benefits, admin
istrative policies and other workforce and quality
of life programs.
Communications Team — Yours truly. Our goal is

to educate and update Team AICPA on the progress
of, and change to a team environment. By the
way, communications is a two-way street... What
would you like to know about this team thing?
Continuous Process Improvement (CPI) Team —
Who wouldn’t like a team of people who have
gotten together to make our lives easier?
Introducing the CPI Team - They analyze and
redesign the workflow to provide members with
high quality services, products and support.
Cross-Functional Team — Any team made up of
people from different functional areas of the
AICPA. The cross-functional teams also enable all
areas to have input in to the team process. This
basically ensures that the left hand knows what
the right is doing.
Day-to-Day Work Team — The people you see first
thing in the morning, with or without your first
cup of coffee. It’s your immediate work group.

Design Team — They are opening up the team
gates, so to speak, so the rest of us can walk right
through! The Design Team has had the challenge
of facilitating the movement of the AICPA into a
team-based environment.

------- —

Implementation Teams — Design, Skills, Alignment,
Communications and CPI Teams are all Implemen
tation Teams. These teams provide the framework
on "how” we move into a team environment. They
are the wheels that turn the team concept into a
reality.
Member Segment Teams — We all know that mem
bers are our business (Where have I heard that
before?)...The Market Segment Teams focus on
specific segments of our membership to identify
issues, develop products and services and other
wise help our members thrive in today’s business
world.

PIP Teams — Process Improvement Projects - These
teams fall under the CPI umbrella. They uncover
the nitty-gritty details of any given process to
determine their effectiveness. The PIP Team con
sists of the people who perform the day-to-day
work on whatever process is being reviewed.
Self-Directed Work Team — Also known as "The
Icing on the Cake Team” — they are what all teams
aspire to be. The concept is to have teams that are
made up of fully-trained, committed, and respon
sible team members, who turn out a high-quality,
completed product or service.
Skills Team — No need for a personal trainer when
you have the Skills Team! They are here to whip us
into the best mental shape possible by assessing
our training needs and developing training pro
grams to meet them.

Focus on... The Communications Team

It’s our turn to be in the spotlight. We are pleased to share with you our mission:
to provide Team AICPA with pertinent information on the transition to the new team
environment.
So far, we’ve communicated to you via News & views as well as login messages. But one
of our main goals is the creation of the publication you are currently holding, (and
hopefully enjoying) in your hands — TNN or Team Network News. TNN will not only be
our tool to providing you with team information, but will serve as the vehicle through
which other teams can update Team AICPA on their efforts.

We hope to communicate team news in a simplified, user-friendly way so that we can
all understand the often complex aspects of the transition to the new team scene. If
there is information on the team environment that you need, please call
any member of our team. We’re all on the same learning
rollercoaster, and we’ll do our best to get the answers
that Team AICPA needs.

